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Evaluation – Tools and Resources

WHAGR Group Presentation – July 12, 2007

Program Evaluation: The thoughtful, systematic collection of information

about activities, characteristics or outcomes of programs

to reduce uncertainties, improve effectiveness and make decisions

Program Goal:  Defines the purpose and aim of a program; identifies the “who, what and how” of a program. It should be concise, easily understood and compelling.  

Outcomes:  The anticipated changes that result from the program.  Often stated as changes in behavior for the customer. May include changes in behavior, skills, knowledge, attitudes, condition or status.

Outcomes are what a program is held accountable for.  They need to be realistic, attainable, and within the program’s sphere of influence.

The type and magnitude of outcomes are closely related to program design.  There is usually more than one way to achieve an outcome. Changes in program design often lead to changes in outcomes.

Indicators:  These are specific, measurable characteristics of changes that represent achievement of an outcome.  Indicators are observable, can be seen, heard or read.  

Indicators may not capture all aspects of an outcome; many outcomes may have multiple indicators.  Don’t exclude an indicator because it seems too simple.  Gain agreement from key stakeholders in advance, regarding the set and level of indicates that signify positive outcomes. 

Targets:  Targets specify the amount or level of outcome attainment that is expected, hoped for or required.  Targets are determined relative to past performance or similar programs – don’t guess!  Lacking data from past performance, it may be advisable to collect baseline data first.  Performance targets should be specified with program design.  Buy-in from key stakeholders is important.

Examples:

Goal:
Children will grow up healthy as a result of good nutrition and physical activity

Outcome:
More clients will have healthy lifestyles

Indicator:
Clients will engage in exercise or some form of physical activity at least 3 times per week

Target:
10% of clients will increase physical activity from 1 or less, to 3 or more times weekly 

Evaluation Design Worksheet

Title of Program:

Brief Description of Program:

Program Goal:

Program Outcomes:

1.

2.

3.

Program Indicators:  Select one Program Outcome – and determine at least Indicators

1.  

2.

3.

Program Targets:  Select one or more Program Indicator – and specify a realistic and attainable target

Target:

Who determined it?

Is it based on past experience or benchmark data?

Reason for this Evaluation (see page 4)

What is your Evaluation Question?  This specifies the 1 or 2 things you most want/need to know about the program.  You need to be clear (and have agreement on) the Evaluation Question(s) before any evaluation design work is done.  This question(s) will address a critical subset of information about your program.   

Good evaluation questions:

· Will bring data to bear on your questions and concerns
· Have more than one possible answer
· Are aimed at changeable aspects of the program
· Get at information that stakeholders want and need
Examples of Evaluation Questions:

· How and to what extent did this program achieve the outcomes (changes in behavior) that were identified?

· What kind of implementation problems have emerged, and how were they addressed?

· Who participates in which programs and how are services delivered?

· What is the level of customer satisfaction with the program?

· Are there sustained effects for the program participants?

Define your Evaluation Question:

What methods will you use to collect the Data?  Consider data that is both quantitative (involves numbers, measures, scope and scale - and qualitative (involves narrative, describes depth and character of experience).  Combined provide more complete picture.

Consider:

_____ Survey


_____ Interview

_____ Observation



_____ Case Study


_____ Test


_____ Photos

_____ Document Review

_____ Expert Panel

_____ Simulation

_____ Journal


_____ Portfolio

_____ Other

What Information Will Stakeholders Want?

Identifying key stakeholders and knowing what information they want or need, can help to focus evaluation questions.  If you know what information you want, you can build in ways to collect that information.

	Stakeholder


	Typical Questions
	Evaluation Use

	Program Management, 

Staff
	Are we reaching our target population?

Are our participants satisfied with our programs?

Is the program being run efficiently?

How can we improve our program?
	Programming decisions

Day-to-day operations

	Participants
	Programming decisions, day-to-day operations

Did the program help me and people like me?

What would improve the program next time?
	Decisions about participation and support

	Community Members 
	Is the program suited to our community needs?

What is the program really accomplishing?


	Decisions about participation and support

	Public Officials
	Who is the program serving?

What difference has the program made?

Is the program reaching its target population?

What do participants think about the program?

Is the program worth the cost?
	Decisions about commitment and support.

Knowledge about the utility and feasibly of the program approach.

	Funders
	Is what was promised being achieved?

Is the program working?

IS the program worth the cost?
	Accountability and improvement of future grantmaking efforts.


Designing Evaluation Questions

Common Forms of Questions

Open Ended -  No absolute limit to response (e.g., What do you think about…)

· When you don’t know full range of answers

· Respondents have time and inclination to answer

· When you have time to analyze

Binary - Two separate, complete response alternatives (e.g., True of False)

· When there are only 2 alternatives

· When the responses can be stated without overlap

Multiple Choice – Selections from a range or set group of options (e.g., Choose three…)

· When the full range of answers is known
· When responses should be standardized
· When alternatives are realistic, balanced and relevant
Combinations – (e.g., Please select one and explain your choice…)

General Principles of Asking Questions

Eliminate “luxury” information

Don’t assume; explain

Don’t put respondents on the spot

Don’t lead (e.g., Why did you enjoy this?)

Don’t load (unbalanced choices)

Keep things short and simple

One thing at a time

Give clear instructions

Pilot test it!

Improving Evaluation Responses

Clear purpose – and let people know it

Grease the skids (let them know it’s coming)

“Anonymity” mechanism

Attractive questionnaire

Keep “sensitive” questions near end

Provide incentives

Things to Consider in Designing an Evaluation

Be clear on what you want to find out

Knowledge Gain

· Did the participants learn the skills or concepts presented?

· Can participants demonstrate changes in knowledge?

Application of the Training

· Do participants intend to apply this information?

· Do participants expect barriers or accelerators to training application?

Suggestions to Improve the Training

· What did participants like or dislike about the training?
· What would participants have the trainers do differently?
· Satisfaction with:  content, trainer, activities, scheduling, materials, physical environment?
Value of the Training

· Did the training meet participants expectations?
· Would they recommend the training to others?

Attitudinal Shifts

· How much do you agree with the following… (very much, sort of, not at all)

· How much is the following like you…(a lot like me, somewhat like me, not at all like me)

· How much do you think the following can harm you…(no harm, very little, some, a lot)

Behavioral Changes

· In the last two months how often have you…(never, once a week, a few times, daily)

· How often do you… (every time, most times, sometimes, never)

· Have any of the following changed since you attended this program….(yes, no, not sure)

Who Participates

· Record Review (programs held, content, attendance, etc.)
Sustained Effects

· Ask for permission to follow up in 1 month (3, 6 months, etc.) with a follow up assessment.

· Invite participants to set a personal goal for themselves. Follow up at intervals to determine progress toward goal, barriers, supports, etc.

The focus of an evaluation needs to be specific to gain useful data. The data from one evaluation may lead to more questions, or provide direction to the next evaluation.   Over a period of time, the evaluation information you collect will provide a more complete picture of your program, useful for both improvement and decision-making.
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